4 FIGURE 3 DUAL ARMY MARRIAGES (30 SEPTEMBER 1996) 4 FIGURE 4 SOLDIERS WITH CHILDREN (30 SEPTEMBER 1996) One of the most significant challenges the Army will face of the next century is maintaining a qualified force, ready to deploy at a moment's notice. Since the Gulf War, units that have spent extensive time deployed have enjoyed very high rates of reenlistment. However, senior leaders fear that long family separations caused by repeated deployments may drive our most talented soldiers out of the Army, as during the Vietnam era. Since the drawdown began in 1989, the Army has faced a growing challenge keeping its units manned, trained, and ready.
Today's "typical soldier" is not the same as he or she was 20 or even 10 years ago-more soldiers are married, have children, are female, and are married to other soldiers than ever before.
This means that the Army will have a more difficult time maintaining unit readiness as more and more soldiers are faced with family choices which pit career needs against family needs.
At the same time, challenges today and through the 21 st Century require the leaner Army to attract high quality soldiers, to retain them for a full career to maximize the service's training investment, and to fully integrate the Reserve Components into a "seamless force." This study will outline the need for a change in Army family policy. First, this study will examine current perspectives and tomorrow's challenges, then outline the advantages for the Army and individual soldiers. Finally, this study will propose specific program criteria for granting soldiers the option of a one-year unpaid leave of absence for the care of newborn children and compare them to program criteria in other services and armies. Recognizing and addressing the family needs of today's soldier will assist the Army in maintaining a highly-trained experienced total force capable of deploying worldwide when national interests demand it.
PERSPECTIVE OPTEMPO/PERSTEMPO
Today's Army is different in many ways from the Army of the 1970s or 80s. First of all, it is busier than ever. As the nation enacts its revised National Security Strategy of global engagement, the Army must respond with continued deployments to "shape the international environment" and "respond to the full spectrum of crises." 2 Between 1986 and 1997, this strategy has led to increased participation in peacekeeping, humanitarian, and similar operations, resulting in a 16-fold increase in deployments, the highest Army operations tempo (OPTEMPO) since the Vietnam War. 3 In addition to the over 100,000 soldiers normally stationed overseas, in 1997 an average of 33,152 active component soldiers were deployed away from home station each day.
And there is no end in sight. As the OPTEMPO increases in a smaller Army, the personnel tempo (PERSTEMPO), or amount of time each individual soldier spends deployed away from home station, increases as well. In 1996 Army PERSTEMPO reached the highest peacetime level in history, averaging 159 soldier-days per year across the operating force.
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This 69 percent increase in unit deployments since 1991, concurrent with a 24 percent decrease in end strength over the same period, has increased senior leaders' concern that the dramatically rising Army PERSTEMPO adversely affects morale, retention, and readiness. Maintaining a force in which every soldier is available for worldwide assignment at all times is therefore more important than ever. The Army must ensure that time away from home station is shared fairly by all soldiers, that all do their part. At the same time, soldiers must be able to care for their families. Increased time away from home station has become an important concern of all soldiers, but most of all to Army men and women with young children.
Today's Soldier
Also, the people in the Army are changing. Men's and women's family and work expectations have become increasingly similar in the second half of the 20th century. Many women, like men, now marry, have children and also have careers. The fact that more military women are embarking upon a career with raising a family reflects a set of changing perceptions of family and work roles within the society as a whole. Abolishment of the draft and the creation of the All-Volunteer Force opened more opportunities for women in the Army. As a result, women make up a larger percentage of the Army today than ever before-14.6 percent.
Percerit^jtfJfti ; To recruit one soldier, sailor, airman, or marine today costs the Department of Defense more than $7,000-to say nothing of the costs of basic training, advanced individual training, and other schooling.
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CHALLENGES FOR THE NEXT CENTURY
One of the most significant strategic challenges the Army faces in the next century will be the maintenance of a qualified force of trained, experienced soldiers and leaders. As MG Leon J.
LaPorte, the Assistant Deputy Chief of Staff for Operations and Plans, put it:
The readiness challenges [are to] attract and retain quality people, recruit and retain shortage MOSs, manage PERSTEMPO, [and] reduce the number of personnel in non-deployable status."
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The Army must accomplish all this despite a smaller recruiting and training budget, increased competition from industry for higher quality people, higher training costs, more deployments, and a higher percentage of soldiers with families. Last year's recruiting statistics offer proof that the Army is struggling to meet its annual need for 80,000 recruits a year. Despite downsizing, the Army last year had to reduce its goals by 7,000 recruits and lower standards in order to meet its recruiting objective. Up to 10% of recruits admitted were high school dropouts, twice the previous year's rate. 21 The message is clear: the Army must do more to retain the quality people it has. It is becoming increasingly difficult and costly to replace them.
Retain the Family
A perceptive observer once said "you recruit the individual, but you retain the family."
This statement acknowledges the fact that once an individual is on board, decisions to reenlist or leave the Army are based on two essential factors: job satisfaction and quality of life. With so many soldiers now married, family attitudes count even more heavily in career decisions for a larger segment of the Army. Because quality of life is so important to soldiers in making that crucial decision to remain in the Army, improvements in this area can effectively encourage highly qualified and technically proficient soldiers to reenlist, despite tempting offers from civilian industry.
One way to approach this challenge is to develop new policies realistically addressing the new set of conditions in today's Army-policies that will provide soldiers more flexibility and choice in taking care of their family responsibilities despite the heavy deployment schedule which will continue into the foreseeable future. One option worthy of consideration is a one-year leave of absence for new parents. Properly designed, such a program could provide many advantages for both the Army and for soldier-parents of newborn children.
Gulf War Provides Focus
The Gulf War was the first major conflict to surface childcare issues in the 
ARMY LEAVE OF ABSENCE PROGRAM
With all these forces at play, the time has come for the Army to update its family policy to ease the stress of increased OPTEMPO to help retain more families. The Army needs a program that will allow career officer and enlisted parents the option of taking a one-year unpaid leave of absence upon the birth or adoption of a newborn child. To fill the gap and promote the Total Army concept, the US AR would provide an active duty replacement for the soldier. At the end of the leave of absence, the soldier-parents would be allowed to return to uniform with no loss of seniority.
A one-year leave of absence would provide benefits for both the Army and the individual soldier. The major advantages of such a program for the Army are increased readiness, retention of quality soldiers, and improved USAR training and integration. The major advantages for parents are flexibility and choice. The soldier would benefit from the opportunity to care for his or her family without the constant worry of family separation. Through this option, the Army can help parents achieve balance between their Army careers and their family responsibilities. This greater flexibility could well mean the difference between retaining a quality soldier, or having to recruit and train his or her replacement.
ARMY ADVANTAGES Unit Readiness
Of all the advantages of a leave of absence program the most important is improved Subsequent to Operation Desert Storm, policy was initiated to prevent the deployment of women who have recently given birth until four months after the child's birth. 27 However, none of the services has a policy today which requires the replacement of women in deployable units.
Under current policy, these soldiers are replaced only when their units are actually required to deploy, forcing units to deploy with a last-minute replacement who has not trained with the unit.
At best, this make-do policy is risky; at worst, it severely detracts from readiness.
Seamless Total Force
Assignment of a Reserve Component volunteer to a one-year active tour to replace a soldier on parental leave would solve this problem. The replacement could be programmed immediately upon approval of the application for parental leave. 
SOLDIER ADVANTAGES A Soldier-Mother's Story
Consider the case of a new soldier-mother who would be the most likely parent to take advantage of parental leave. After six weeks postpartum convalescent leave, the mother must find suitable daily childcare with hours compatible with her military duties, including early morning physical fitness training formations and similar obligations. Most institutional caregivers will not accept children under the age of 10 weeks, which complicates her task.
In addition, the Surgeon General and other health care specialists are encouraging mothers to breastfeed their babies for the health and wellbeing of both mother and child. 31 The American
Academy of Pediatrics recently published a report strongly recommending that mothers begin breastfeeding within one hour of the baby's birth and continue 8 to 12 times a day for 12 months-quite a challenge for any mother, working or not. 32 Scheduling time to nurse while fully engaged in an Army career is as difficult to maintain over time as it is critical to the health of the newborn. The soldier-mother's constant worry is that she might be required to go on temporary duty or field duty, or deploy.
She faces other challenges as well. The new soldier-mother must learn to care for her child, most often without the support of close family and relatives because of geographical separation. The new mother must also meet military weight and fitness standards once her pregnancy is over. She must be able to pass the Army Physical Fitness Test (APFT) and meet Army Screening Table Weight standards within 135 days after termination of pregnancy.
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Current Army policy stipulates that a soldier is nondeployable during pregnancy and for four months following the birth of her baby. This means that by her child's fifth month, she must have lost any excess weight gained in pregnancy and returned to normal fitness standards. In addition to her daytime caregiver, she must also have made arrangements for full-time childcare, in the event she has to deploy.
Career or Family?
The one-year leave of absence to care for a newborn child would ease many of the challenges the new mother faces while providing advantages to the Army as well. The leave of absence would protect a mother's Army career by allowing her uninterrupted time to recover from pregnancy and care for and nurture the newborn without the worry of deployments. It would resolve the issue of finding suitable care for a newborn child. In addition, this program would encourage senior, highly trained and experienced soldiers to stay in the service, rather than force them to sacrifice their careers to raise a family properly.
The highly publicized case of Lieutenant Emma Cuevas, the Army Black Hawk helicopter pilot who sued to get more time off work to breast-feed her infant daughter, is a case in point.
Some soldiers are demonstrating a willingness to give up an entire career to spend the first formative months or years with their child. 34 When the Army has spent hundreds of thousands of dollars to train a pilot-in addition to training received at the Military Academy at West Point or through ROTC-service leaders expect and deserve a reasonable return on investment.
Lieutenant Cuevas ended up leaving the Army. Had she had the option of a one-year leave of absence, perhaps her situation might have turned out differently, to the advantage of both the Army and the officer.
PROGRAM OUTLINE Proposed Eligibility Criteria
A parental leave program must be carefully designed to ensure that it serves the needs of the Army as well as its soldiers. A pilot program might be designed based on the following criteria.
The leave of absence option should be offered only to soldiers on a second or subsequent enlistment-an indication of the soldier-parent's long-term commitment to a career in the service. No matter what you say about equal opportunity, you cannot deal with the situation of an expectant father and an expectant mother in the same way.
Mothers have a role in child rearing that is different from fathers and we have to think about the effect this has on mission readiness and our ability to be available for worldwide assignment.
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Indeed, there are obvious physical and cultural differences between men and women that are recognized and accommodated by Army regulations. For example, women can be separated for pregnancy, can wear earrings, use umbrellas, and have different standards of physical fitness.
These regulations-and the obvious fact that only women have babies-could provide a reasonable precedent to support a "women only" program. However, in today's world-and today's Army-offering a "special benefit" to women would appear to unfairly advantage them over male soldiers. This would be tough to sell to Army policymakers who want to keep the playing field as level as feasible.
So why shouldn't the program apply equally to men? Some would argue that because the number of men deploying is greater, their impact on the Army is greater. Therefore, supporting such a program equally might not be feasible. However, the intent of the program is to improve readiness and to provide more choice for ajl_soldiers with children so that they will choose to stay in the Army. The issue is to balance not just today's needs, but tomorrow's as well. If taking one year off at no pay to care for a child is what a soldier is willing to do, then the Army should support it.
Men today participate more in the upbringing of their children than ever before. In this overwhelmingly male Army, the largest number single parents are men. In addition, a leave of absence taken by the soldier-father in a dual-military couple would allow parents the option of selecting which parent's career to support and which to place on hold. Dual-military couples already make that choice when working out joint domicile assignments. The soldier-mother would therefore have an equal opportunity to focus on her career, confident that her newborn child would be cared for by a loving parent who is not subject to military deployment or field duty. Availability of quality childcare is a current national issue. Parents are justifiably concerned about leaving their children in the care of strangers. The soldier-father should be afforded the same opportunity to care for his infant.
Approval of a request for extended leave of absence should be based on the needs of the Army. Short-term needs for a critical specialty must be balanced against long-term needs for the soldier's particular expertise. For example, immediate needs for those in critically short specialties requiring long training times, such as language specialties, should be balanced against the continuing need for that specialty next year and the year after. A pilot program should target the career fields with the biggest long-term retention challenges and the highest training costs.
Balancing short-and long-term needs also means that soldiers who are candidates for separation (including retirement-eligible personnel) should not be eligible, since they could not be counted on to return to duty after their leave was concluded. Army leaders must study personnel trends to determine which categories of soldiers with an active duty service obligation, other than a reenlistment contract, would qualify. Policy decisions involving those who owe the Army time for training, tuition assistance, promotion, or other reasons must be carefully studied and weighed before the policy is finalized.
Current Time on Station requirements for PCS should apply. Upon return to active duty, soldiers would be considered for assignment consistent with the needs of the Army and reassigned through the regular assignment process. This would ensure continued focus on the changing needs of the Army.
Limits should be placed on the number of times a soldier could make use of the program in a career-at least until the Army has had time to study the effects of a one-year absence.
Allowing unlimited use of extended leaves of absence would cause soldiers to miss out on training and experience, so skills would degrade. Further, parental leave could be perceived as a device to avoid "undesirable" unit assignments. After a trial period, the results of the program should be analyzed to determine if longer or repetitive leaves could be allowed.
Tracking and accounting for soldiers in this new category is critical to effective personnel management. Transferring program participants to the Standby Reserve for administrative and accounting purposes would ensure that the soldier can fulfill the intent of the leave of absence, but remain subject to recall to active duty only in the most extreme national emergency-full mobilization.
Program Costs
Costs for a leave of absence program would be relatively low. The leave would be unpaid.
The time would be considered "neutral:" it would not count for pay purposes, retirement, time in Permanent Change of Station could be handled one of two ways for Active Component parents. These soldiers could be required to return to active duty at the same installation, and therefore not require a move. However, upon separation to the Standby Reserve, the soldierparent could receive reassignment orders to their subsequent duty station. The soldier could move at any time during the year to the next duty station. Either way, the costs would be the same as they would have been without the leave of absence.
Likely Participants
Since the proposed leave of absence is unpaid, soldiers most likely to take advantage of the program would be those with a military spouse. Soldiers married to another soldier would continue to be financially supported by and considered a "family member" of their military spouse.
Based on their status as family members, they would continue to receive housing as well as medical, commissary, and other benefits entitled to civilian spouses. Junior-grade enlisted soldiers and junior noncommissioned officers who qualify (second or subsequent enlistment) would be least likely to be able to afford a year without pay. Single parents in particular could ill afford a year off, so they would be less likely to use such a program.
PRECEDENTS Allies
Offering an extended leave of absence to enable military parents to care for newborn children is not a totally new idea. Today's political, economic, and demographic circumstances require the Army to do more to keep its trained, professional work force. These same pressures have already driven private industry-the Army's greatest competitor for personnel-to provide creative ways to assist parents with children to continue to work during and after pregnancy in order to keep training costs, workforce turbulence, and absenteeism down.
While civilian programs are not always compatible with the military's particular needs, one program that could be adapted by the Army is the Coast Guard's innovative unpaid leave of absence designed to assist parents during the first critical year of a baby's life. With some modifications, the Army can have a program of its own designed to retain experienced career service members and targeted to the most critical retention challenges. The costs of military training are rising. Unit readiness for the long term is at stake. Now is the time for the Army to take a bold, new step.
Words : 5,967 
